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15 FEB 1980 


MEMORANDUM FOR: Chief, vanagaient SLaif, DOW 


a | . STATINTL 
CHier, janags walt Graff, TP 


SUBJECT © Doing Hore Fivs Lass 
iF ERENCE > a Mubti-sdressee Heno iron DDA, 


Same Subject, dtd 39 Jan. 1350 

(po/A a0-0257/1) 

b. dy semo te C/NE/DDA, Sane Subject, 
dtd. 22 aug. 19793 (ODP-9-1263) 

c. informai Answers to Five Questions 
Given ADA, lor vse at pCI's &etreat 
18-19 Pay Live 


T understand thet tie items tor the DDA Doing ‘fore 
With Less Program to be gave koped in response to the first 
reference will ba drawn frov. nae seconé reference and per- | 
naps the third. ODP would lixa to have PROJECT GIMINI 
jineluded as a topic in the IBA Doing “ere With Less Pro- 
gram, A short write up on CI4INI is attached. 


i 
1 


STATINTL 


Attachment: a/s 


DISTRIBUTION: 

Original and 1 - Addressee 
2 - O/D/ODP 
1 - MS Chrono 


2 - ODP Registry 
ODP/MS/EZEB:jal/14Feb1980 
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PRACT GEMINE 


5 
ean amis a pepe 


The development of 4 minicomputer version of the 
CIMS data base management system (GDP Project GIMINI) will 


provide a standard solution 
quirements that can best oe 
A standard software vackage 
patible hardware will allow 
of new requirements with an 
ADP support personnel. 


for data base management re- 
solved with a minicemputer. 
implenented on IBM 370-com- 
us to sapport a wide variety 
absolute minimum number of 


his will make it pessible for us to satisfy several 


kinds of requirements: 


° Compartmented systaus, including secure 


and community ty¢2: 


° Stand-alone applications which do not 
communicate witl. other systems; 


© pistribution systens, in which proceasing 
capability is shered between the local 
machine and the central host computer; 


with no increases in cy:texs support personnel necessary. 
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ee Raabe Bo Bue a 3 
Py aaaty 
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(PBA 7TS— 2231 


FS 2h 


oe Ena four attachment: ore brief Sumciries 

©. O2P “Doing More With fase’ in the falley be areas 
a, Attempts at product vrity anhancs 

So. Methods of measurin.- rrauesbigt ty 

an Procadures for evatis tdne etry} ite ined 

utility of opp ae i oF EO JS _ 

“. seéethedalogles asec “or 4 
allocation of Saronic. 


, gz fe should be moked! hak anm inser or 
the mission of ODP is to erhors: fee 
tae CUSncys 


Atts: a/fs 


Distribution: 
Uriginal ~- Addressee 
i ~ C/MS/opP 
2 ~ 0/D/ODP 


2 ~ ODP Registry 


CMS / YE 22 Bonin er 
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Attempts at Productivity Enhancement 
a. Production Applications Optimization (PAO) 


The ODP Production Division is responsible for the 
submission of selected applications programs that are 
processed for other components of the Agency. This 
responsibility includes checking the computer run results 
and distribution of the output. The Production Division 
has recently established a Production Applications 
Optimization (PAO) procedure to enhance the productivity 
of applications in production status and to streamline 
the entire production processing cycle. This procedure 
calls for each portion of the applications flow (from 
the origination of its input to the distribution of its 
reports) to be analyzed to ensure the best possible 
throughput and efficiency is. being obtained. All 
resources consumed by the application are reviewed and 
changes are made, if necessary, to eliminate wasted 
tape and disk mounts and to streamline any manual 
operation involved during its process and to release 
any over-allocated resources. The customer is contacted 
to determine if the medium.on which he receives his 
reports best suits his needs. A review of this nature 
will be conducted on a yearly basis. 


b. . Hardware Update Program 


Changes in computer technology are dynamic and 
each generation of computers requires less floor space, 
less utilities and delivers more computing power per 
dollar. ODP is in the midst of a program to upgrade 
the major computer system to take advantage of the 
new technologies to improve productivity. 


c. Operating Systems Update 


New generations of operating system software 
are being installed to better manage the computer hard- 
ware and to increase the productivity of computer 
equipment. 


‘-d. Computer Load Leveling 


Hardware and software monitoring are used to 
identify bottlenecks in a computer system and to fine 
tune and load level computer equipment. 
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Attempts at Productivity Enhancement (continued) 
e. Training Programs ~ 


The ODP Training Staff conducts a number of 
training courses each year. One of the objectives 
of the program is to teach students to better use 
computing facilities and to become more productive 
in their daily work. 


_£. Readable Code 


A key, contribution to productivity in the Appli- 
cations area has been the establishment of a procedure 
to improve the quality of software. The procedure is 
called ‘code reading' and involves the formal review of 
program code produced during the software development 
process. While it involves an extra step early in 
software development, it pays off in less test time, 
better documentation, easier maintenance when in 
production and longer systems life. It is a key 
quality control and software assurance tool. 
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Methods of Measuring Productivity _ 
a. Project Activity Report (PAR) 


A Project Activity Report (PAR) is prepared on a 
monthly basis and it indicates the users of ODP resources 
by ODP customer and also by the customer's project. A 
copy of the report is provided to ADP Control Officers 
so that they can monitor their consumption of ODP resources. 


b. Processing Productivity 


The PAR contains a measure of computer service 
output expressed in terms of Billable Computer Service 
Dollars. When the output is compared to the average 
staff in the Processing group and ODP Front Office 
personnel over a five year period, the annual growth 
rate in Processing productivity is estimated to be 
-betweén:18 and 22%. When the output is compared to the 
Processing budget over a five year period, the annual 
growth rate in productivity is between 3% and 7%. These 
data indicate that productivity is on the increase in 
terms of people and in terms of budget dollars. 


Cc. Use of Standards. 


Standards are one method employed by the ODP 
Applications group to arrive at common measurements 
for the evaluation of work performed. We chair a group 
concerned with Agency programming standards and have 
established internal standards for PL/1, FORTRAN, and 
GIMS programming languages. We have two review boards 
for data base applications review and we review and 
comply with eederas Information Processing Standards. 


pre y is employed for each of 

the major services provided by ODP. For example, for 

the GIMS system’ the. measure is the number of transactions, 
number: of concurrent users, and response time; for VM and 
CAMS the measure is the number of concurrent:users and 
response time; and for batch the measure is the number of 
jobs processed. Response time remains at an acceptable 
level while the other measures of productivity are on 

the increase. 
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Procedures for Evaluating Quality and Utility of Your 


Products or Programs 
a. Application Continuance Review 


The ODP Production Division conducts an Application 
Continuance Review on a yearly basis for each application. 
A questionnaire is sent to the customer asking for an 
evaluation of the application and ODP services. The 
questionnaire covers subjects such as timeliness, quality 
and customer comparison of end product(s) to his needs. 


b.. Methods of Measuring Productivity 


The paragraphs discussing methods of measuring 
productivity are also procedures ODP uses for evaluating 
quality and utility of our products and programs. 
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Methodologies Used for Determining Internal Allocation 
of Resources 


a. Executive Committe Review of ODP Resource Utilization 
At the beginning of each fiscal year, the Executive 
Committee (EXCOM) reviews the projects that are the major 


" consumers of ODP resources. The EXCOM also reviews 


component budgeted projects. In addition, the Deputy 
Director of Administration reviews the major DDA projects 
during Management By Objectives conferences with DDA 
Office Directors. The internal allocation of ODP 
resources is conditioned by t:he results of both the 

EXCOM and DDA MBO reviews. 


b. Project Activit Report FAR) 


The rate of consumption of ODP resources as 
reflected in the PAR is compared with the estimated 
use of ODP resources that was approved during the 
EXCOM review of the various major projects. When it 
appears that project usage will exceed approved levels 
by a threshold level, both the Office and Comptroller 
are informed so that either usage can be more closely 
monitored or approved levels increased. 


c. Use of Applications Grour Resources 


For most projects the Applications group prepares 
feasibility studies that include an estimate of resources 
needed for the project, permitting more informed managerial 
decisions before major resources are invested in the 
project. Subsequently, the estimates are compared with 
actual expenditures of resources, both manhours and computer 
usage. Such project tracking not only sharpens the esti- 
mative process but also identifies the more productive 


individuals and the more productive techniques. 


d. Accountable Property System 


The Logistics Section of ODP's Administrative 
Staff is currently establishina an accountable property 
system for all non-expendable property. As an example, 
a file index is being organized to identify and locate 
all computers, terminals, line printers, and related 


data processing equipment within ODP. Since there are 
over orth of equipment charged to ODP, the 
process wl enable ODP management to effectively control 


the procurement, use of, and disposition of excess 
equipment. 
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MEMORANDUM FOR: . Director of Commu ications 
Director of Data Frocessing 
Director of Finance 
Director of Logistics 
Director of Medical Services 
Director of Security 
Director of Training 
Chief, Information Services Staff 


FROM: Don I. Wortman 
Deputy Director fcr Administraticn 


SUBJECT: Doing More With Less 

REFERENCE: Memo to EXCOM Mbrs fm SA/DDCI J dtd 24 Jan go, STATINTL 
Subj: Minutes of Executive Cormittee Meeting 16 Jan 80 

(EXCOM 9014-80) 


1. The subject of 'Doing More With Less" was briefed and discussed 
at the 16 January 1980 Executive Committee (EXCOM).session. Each of 
you has received a copy of the EXCOM Staff minutes of that meeting together 


: with copies of the vugraphs used b in her briefing. I have Se 
STATINTL attached another set of graphs plus a copy of her briefing 
notes for your further information. 


2. As indicated in the EXOOM ninutes, the DDCI tasked the Deputies 
with sharing the "Doing More With Less" materials with their staffs, 
eliciting suggestions, and responding back to the EXCOM Staff by 20 February 
1980. To initiate this process, { nave arranged to have repeat? ATINTL 
the briefing--on 5 February after oir regular staff meeting. She will also : 
answer any questions you may have. Following this briefing and subsequent : 
discussions with your staff, I will need your response to: j 


-- The subject matter in g2neral, including a discussion 
of activities in your organization with as many supporting 
statistics as are available that represent "Doing More 
With Less"; 


-- The options presented for possible action; and 
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SUBJECT: Doing More With Less 


-- A suggested pilot program that could be initiated 
in your organization and monitored at either the 
Directorate or Agency level. 


This information should be provided to the Management Staff by 15_February 
1980. 7 


3. The Administration Directorate has, by virtue of budget decisions 
made these last few years, been ''doing more with less." You know this and 
I know this. Having said so, we aonetheless need to maintain a positive 
approach to discharging our responsibilities, constrained budget environ- 
ment or not. I would therefore eacourage you to challenge your people 
to find additional innovative ways to increase our aggregate productivity. 
I will be most receptive to new initiatives in this area and will commit 
the resources at the Directorate level to moni#pr and coordinate, as neces- 
Sary, your "Doing More With Less" actjyitij 


STATINTL 


Attachments: 
‘ briefing notes 
2. phs used with briefing 
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NOTES ON DOING NORE WivH LESS VU-GRAPHS 


ith Less” C Background) 


; u-graph jy - "Doing More W 


Suggested as ExCom topic Last sing 


‘dl 


Endorsed as high priority by vbsaeT, DDA, DCI 


o0/Comptroller asked to examine pivblea 


e 


t warranted further study 


- See if there were approacies tha 
ad and recommendations 


- Report back on options considere 


Vu-graph 2 ~ Doing More With Less Probiea (Definition of Problem) 


. Resources (real $ and positions ) declining last 10 years 


. Perception of increasing deman.s on Agency 


In order to do more with less, need to further improve Agency 


performance 


vu-graph 3 - CIA Performance Assessmen_. (Our goal) 


Factors to consider: 


- What are our objectives 
- What processes do we use tu turn 


-and services 
- Do these products/services have the desired effects and 


do they relate back to cur objectives 


objectives into products 


We set out to see if a systemetic approach to these factors existed 


Vu-graph 4 - Approach (Our approach to the problem) 


. Research naterial 


. Find out what Agency is doing now 


. Investigate other approaches -Governnent and nonGovernnent) 


Vu-graph 5 - What is the CIA doing now: 


Productivity measurement (NPIC effort, DDA initiatives) 


Productivity enhancement (use vi equipment, nanagenent of 


resources) 


Evaluation — EPDS (DDO), Senior Review Panel (NFAC) 


. In sum, there are initiatives underway, but no real systenatic 


approach in the Agency. 


rae 
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Vvu-graph 6 - How are others addressing prublem? 


Private sector 
~ Long-term use of productivity programs 


- Increased interest in recent years 


Federal Government 
- Strong Congressional inte-est 
- Use of productivity measu<es in Government only last 5-10 years 
— BLS measures 65% of Government activities 
- Equates to 404 of vIA activities (by funds) 
- Equates to 482% of IA activities (by position) 
~- OPM experimental effort — new approaches for personnel offices 
(expand to other activities) 
- Some agencies developed a nore systemati 
quality as well as etficiency) 


- HEW large program 
Parts of DoD, Interior, Treasury, Agriculture have programs 


Includes professionals (judges, lawyers, doctors) 


c approach (considers 


Vu-graph 7 ~ BHA Case Study Summary 


Reason for using this is becarse it's a well-documented success story 


Because there are major differences between what BHA and the CIA do, 
_we will focus in on the approach and nethodology used 


Vu-graph 8 - BHA Program Approach (also approach NPIC used) 


(Emphasize that productivity measures not used to compare one against 
f a component over time) 


another, but to track performance o 


Vu-graph 9 — BHA Statement of Objectives 


(This is to show as an example — snould point out concern for quality 
and timeliness as well as number of cases) 


Yu-graph 10 - BHA Outputs 


(This is to show how outputs are vroken down to a point where you can 
get a meaningful measure — different kinds of cases are weighted 


differently) 
Vu-graph 11 - What did BHA do to improve performance? 


The kinds of things that were done are not astounding, but by 
modeling the organization they were able to see where there 
were problems and bottlenecks 


4 
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Some specific points: 

- production goals 
them; caseload 

= preparation proces 
and standardized texts 

- staff/judge ratio — many things t 
or paralegals rather than by judges 

- quality review — instituted random samp 
and less tine-consuminy 


- judges never knew what was expected of 
increased from 18 to 30 per month per judge 
s - brought in word-processing equipment 


hat could be done by lawyer 


ling - improved quality 


. 


Vu-graph 12 - How does this apply to oLV 


We need to ask ourselves several questions ++ that will be addressed 


in the next few vu-graphs- 
Vu-graph 13 - What CIA functions could be measured? 


The top list are functions curiencly being yweasured elsewhere in 


Government 


In parentheses are those CIA o iices that have similar functions ~ 

many are in the DDA, some in NFAC and DCI area , ; 
. Lower list are more unique CiA Tunctions arranged in order of easier . 
to nore difficult to measure 


Some experts say that some thinys Like long-range R&D cannot be 


measured; others Say an useful work can be uvantified 
> y y 


2 


Vu-graph 14 - What Could be Gained? 


increase efficiency which relates 
~ meeting increased denand with 


Most important is potential tc 
back to our original probien 
fewer resources 


What kind of gain can be expected — we don't know 


- Probably not as great as BHA 
~- But since the CIA has be2n aroun 
approach to this problem, ther 


d this long without a systematic 
e are probably gains to be nade 


But aside from this, there are other benefits to the line managers 


involved 

- Internal use 

- Use in describing co 

~- Supporting data (for p 
load will have) 


aponent to others 


ositions increases OF impact new work- 


ae 
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Vu-graph 15 - What are the risks? 


There may be no gain in efficiency (Cor dn insignificant gain) 
Certain costs depending on the ievel of effort 
Perceived as bureaucratic exercise 


Employee morale 


Vu-graph 16 - What can be done to reduce risks? 


Based on the experience of others in Governnent or private industry, 
the following have teen found useful - cannot overemphasize strong 
management commitment from top management all the way down. 


Vu-graph 17 ~- Options Considered 


Based on these potential gains and risks, the following options are 
presented —- Options 1, 2, 3 : 


Vu-graph 18 -— Comparison of Costs of 3 Options 
Note in Option 3, staff would be involved in scoping out initial 
program for 4 to 5 pilot efforts in the CIA - perhaps 1 per 

directorate - actual work would be done by the component 
involved — staff would provide consulting and outside training 


as necessary 


Option 2 would be similar to EH‘/HEW approach 


Vu-graph 19 — What Now? . 


These are the decisions that the ExCom is being asked to consider, 
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CIA Pertor mance 


- Factors fo Consider’ : 
© What are WE Trying | to do (OBJECTIVES) 
eo How do We Go About our Job (PROCESS) 
° What are the Rect (PRODUCTS, | SERVICES) 


oy Precess 


(Input-Output) » 


"TS CS nae 
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APPR 0 ACK. 


te 


Research aval ilable material 


Determine what CIA is ete i: oes 
6° Data call. bane oe ns) 
© Discussions 


: fig 


Muy others are aciaressing sranies 
° Other government ¢ agencies 
e Outside consultants 


© ayer see | 


ae] 
oem 


How does this apply to the.CIA.. 
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a . What fs. The CIA Doing Now? © 


Productivity measurement 
| © NPIC Experimental S System 

» © Office Finance Initiatives 
7, © Other Efforts 

Produ ietivity enhancement 

n Capital Payastyneant in equipment 

> Standara rormats, P reprinted Forme 
o improved Vianagement of. nesouress 


© 


Evaluation | | 
© DDO's EPDS System atic Evaluation 
o NFAC Senior Neview Panel 
0 Other Efforts 


fs 
fil i 
of wi 


. “ae ; . 
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How Are Others AdressingP Problem? 


=O peuate Sector 


2 Federal Government 
9 Strong congressional erase 
“MB/OPM/BLS preductivity measuremsé nt 
o BLS measures 65% governmen: (could co & 
o OPM experimental effort (personnel) 


vik 


9 Other agencies - performance improvement programs 
_e HEW program covers 83% 
e Dod, Interior, Treasury, Agriculture 


Vou 


(lagt G10 vracve: 
he 
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2 Federal Government 


2 Strong congressional interest 


: SMIB/OPM/RES e nr oductivity maasHremnen. ‘last Bed Gare 
59 (could do 85%) 
o BLS measures 65% government (cou "0. 
) o OPM experimental effort (personne!) 


| 
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~@ Other agencies - performance improvement programs | i 
.@ HEW program covers 83% (Hea. a : = | | 
e DoD, Interior, Treasury, Agriculture 
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Summary of Bureau of Hearing & ener SSA Case may. 


THE PROBLEM: 
At end of 1974, BHA in state of chaos 
Workload in last five years had tripled 


Pending cases had risen trom 14,000 in 1970 to 111,000 in 1975 
Average processing time was 10 months 


@ 


o 6S (@ 


'NHAT WAS DONE: 
: iminiemented p nartormance immmravamen Droagrany 


® Brought in special management tear 
_ Goal: Increase production without diminishing quality ae 


RESU LTS: 


o Annual processing of cases increased 54 percent in two years 
o Despite 25 percent increase in cases, backlog decreased 18 percent 
o Average processing time cut in third 


00 03/0 . A-RDP837 00 R000300050005- eee, 
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BHA Program Approach. 


= ’ 


o Define objectives 
© Determine gross outputs (only those thee serve @ objectives), 
@ Identify lower-order outputs (products, services): 


@ Establish base year 
© Manhours of effort for each output iendsra timas’ 
v rroguc tivity ari trai ny decry eed at 700 A eee wie i 


| 

© Subsequent years - only need to track output : 
6 Use data z ig 

e Compare productivity from year to year oe : | 

© Forecast workload 3 ees - | 


8 — resource utilization | eee 
Support manpower aspects of budget 
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. BUREAU OF HEARINGS AND APPEALS, SSA 


Statement of Objectives 


MISSION AREA: Administer the appellant process of SSA programs 


INTENT: Insure that all eligible people requesting appeals 
receive legal benefits 7 


cc Ones 1, Timoalinsse - all casas nracacser in G0 cave 
2, Quality - no cases overturned 
LIMITATIONS: Certain federal regulations such as Social Security 
| | Act a 
. ~ , 
FREEDOMS: Judges are exempt from laws requiring performance 
| : ratings and probation periods: 


Me 
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BUREAU OF HEARINGS & APPEALS, SSA 
1. JSS OUTPUTS PROGRAM ouTpuTS _ ‘UNITS OF OUTPUT (STD TIME] 
Jisability i ial , | pe ge es 2 oe 


deaith Insurance 


‘Black Lung’ — 
Qativemant & Suevivors ——F New Initial Cases | 
Arreals Council Remands 


1 Cour. mer ands “HOURS 

i: Reopanec oases annem’ Dismissals (2.6) 
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What Did BHA Do To Improve Performance? 
ve Established production goals 
2, Streamlined preparation process 
2. Chanaed sunpert statt/iueae ratio 
4. Balanced workioad and emnnasized centre) crocess: 
5. Improved personnel management 
6. instituted new quality review system | 
7 


Setup model offices to test innovations 
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How Does Tris Apply To The Agency? 
o What of our runctions can oe measured? i; 
e What are sotential oains? ! 
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/, © What are the risks? : 


® What ootions cdo we have? 
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© WHAT CIA FUNCTIONS COULD BE MEASURED? 


© Functions measured elsewhere in government: 


Communications (OC) Procurement (OL) 
Personnel Management (OP) | Printing & Publishing (OL, PPG} 
Personnel Investigations (OS) ; | 
Finance & Accounting (OF) Records Management (!SS) 
Medical Services (OMS) Library Services (OCR, OGCR) 
Training (OTR) Legal Services (OGC, OLS!) 

Cees oraimd SODP. IVS) Mmudit of Operaians 65. 
© More unique CIA functions 

| imagery Analysis (INPIC, OIA) 

STATSPEC 
Technical Services —  {OTS) 
All-source Production (OWI, OSR, OER, OPA) 
Staff Functions (CCS) 


Human Source Reporting (DDQ). 
Research & Development (ORD, ODE) 
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What Could Be Gained?. 
e Potential to increase efficiency and realize savings 


© Develop management information jor internal use 
o Current use of assets 


© Provide comprehensive model of the component - 
- enhance corporate memory 


© Provide supporting data 


@ 
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What Are The Risks? 


There may be no efficiency gain 


Ynere will be certain costs 
° Some Directorate resources 
o Central ctaff 


e Consulting and training costs 
May be perceived as unnecessary bureaucratic exercise _ 


May adversely affect employee morale 
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What Can Be Done To Reduce Risks? © 


Strong management commitment 


S 


Thorough planning 


Clearly defined targets for improving performance 


9 


Thorough involvement and training of participants 


© Careful evaluation of process with feedback along 
each step of way | 
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Ootions Considered 


OPTION 4: . 
o Encourage and monitor on-going activities | 
oc Establish central point of contact 


VDT Brest “De 


: Develop an agency wide program ~~ ii 
» Large centre al start G oa ting effort 


OPT ION 3: 
e Start with pilot efrorts 


o Expand to other offices | 
Some central staff & consulting 
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§ 
OPTION 1 4 OPTION 2. j OPTIONS | 
EXCOM - Encourage on-going! Full , Full commitment | 
Suoport ‘ul activities commitment Start lates ; | 
? pines aE eae oi a ! i 
aie ffing Central noint of + Central staff of 5 | Central staff of 2 | 
requirements a Office level — 15-20 | Office level - 4B | 
(part- me) ! 
in ee : Ten ye ! 90 rnan Years 2 ai man years 
mmyver ite 3044 , oy 
($30,000) 7 ($500,000) ($150,000) 
FO ow Pd SAS La TARA SL MERA EL LLY pcp U as PLU LUT eee | | 
aerial costs ae None | $500,000 | $25,000 
pepececrasncace kk AES : evore : oy Deremsarerrng eta ARNE DETAR; 
Total costs | ; $30,000 © = $1,000, 1000 $175,000 
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